Approved For Release 2004/04/19 : CIA-RDP84-00022RQ00200160087-1
o’ s
o o v

SECRET
SECURITY INFORMATION

CENTRAL INTELLIGENCE AGENCY
OFFICE OF NATIONAL ESTIMATES

Lerd §J
STATEMENT OF ACTIVITIES AND PROBLEMS
= 22 S0 Shuphiele

I, lssion
If, Orpganization
ITI, The Matlonnl Estimetes Frocoms
1V, Proguction
V. Bvalustion of the Produstlon Effoxt
Vi, FProblema
1, Defining the sphere of "national®
eotinatos
2, ITmproving the quality of the
eabvinaten
3. Inter-office rolatioaships
4, Inber-agency relationships.
5. [Rolation of Intelligence to the
Congumer

1 Maroh 1952

SECRET

we HS ( VP wffp)

«é.«mv\ o NE /»ruﬂppro%@'femelease 2004/04/19 : CIA;RDP84-00022R000200160087-1_

- LE w



- - . —— e —————— e ———

Approved For,;z‘elease 2004/04/19 : CIA-RDP84-00022j8000200160087-1

SECRET
SECURITY IFCRMATION

I, MISSION

The banlc concept of O/NE 1p that it hos bub one micslon:
%0 produce natlonal intelligence cotimateos in close collaboration -
with the IAC sgencles, We have subordinated oll elso to this end,
Wo consider the NIE the ond-produst of the entire natleonal Inbellis
penco process, & product designed to serve as essentiel intelligence
backing for US pollicy and planning at the highost level of govern-
nontb,

Ta the discharge of 4is mission O/NE considers itself on
integral part of & joint preduction mechanism, of which it serves
as coordinator, O/IF sots the estimate process in motlon, guides
it through this provess, and coordinates and reviews the esbimate
os 1t emerges until the estimate is forwarded to the IAC with a
rocommendation for its approval in its existing or in modified
form, ' : ' ‘
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II. ORGANIZATION

- To dischargs iz misslon, 0/FE has been orgonized into
three major components and ia addition affiliates the gervices
of a mumbsr of consullants, :

a. The Boowd of Fobional Entimnbog conslsts of the
Assdatont Divoctor es choirman, eix to eipht mewbers, and
the D/Asst, Director (Adm) as mouber ox officlo and
exocabive seoretary, Lembers are selocted ly the Divector
fron emong oubgtending scholars, oxpertes in the fieldés of
stratogy, politicol scienco, econcmice sad other social
selences, ond individuals having wide exporiencs in the
£i81d of inbellipgenca at the hig}wnt level,

b. ‘The Eghinates Steff eonsists of a group of Intolile-
genco officors seloched for thelr competenes to give sub-
gtantisl staff cupport to the Boaxrd of Netional Estimntes.
This gupport is of thiee kinda: (1) Preparation of drofl
sutingios fron all sources including contirlbutions sube~
mitted by the intelligenee organizetions of the Dopaximent
of Siate, the Joint Staff, tho Army, the Navy, the Aiv
Fores, the Atomic Tnergy Commlsoion, the Federal Buroau
of Tuvestigotion, and officeas within CIA; (2) Providing
knowledge and Judpment on tronds end developments in avcas
the world over; ond (3) Providing lisison with organilzntiocns
which this office serves or is gorved by on & continuing
basis,

The preparabion of draft estimates (plonning and
gyntheals of YAC centributions) ls tho responsibililty of a
. emall rumber of intelligense officers, the Cencral Group,
who ere required to utilize a brond knowledpe and sul
stantive expovicncs often tronszcending regional end fuxnctlonal
lines in assesaling the global significance and relative
impoxrtance of dovelopments and trerds,

Export knowledge (enslyeis and critical review of
$AC contrisbubions) is provided by a muber of inmbellligones
officera, the Speclalists Group, who have baen assigned
gpecific remponsibilivy for keeping ixformed end who advice
on sigaificant developmonts in o particular avoa or funsbion,
e,g., the Fer East, or the £ield of military intelligencs. '
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. Tl 1lodsoa uith govermmentel activities nob

divensly conserned with the productlon o? natlonal intelli~

genes estinates 1o wedntained by o omedl gooup with speeifie

socipmentp, For example, ons intelligance offlcer oits with

the TAG Uabeh Coomities, anothey worls elosely with and

Pollown the activities of the Joinmt Staff, anothor aseists

$he Dipcctorts office ia providing CIA represeniatlon and

gupport ok the Stoff level of the Netional Seeurlty Council, 25X6

25X6

¢. ‘The Suppord Staff providss the adminiobrobive support
for tho Deard of Notional Estimabos end the Estimaten Stafd,
2o achivities Include an inforwmntion control wnlt, a reading
yoon ani reforones coenber, a pudlleations unit, end Togoarch,
pocrotoriol and elerical services.

d. Tho Pounel of Conrultants is used in nddition %o the

! , nbhove dnbornal orgonization of the offico, This Panal consista
' of & twdier of emdnont individuals of natlonal woputation in
Thedyw ‘i“hnjm(‘n?ﬂ‘\ﬂu J'Qéﬂi"lu, Th dosa not ]_"*Eﬂ"tx“(ﬁ’l‘afﬂ'w} 1n tha a-.x‘y
$a doy operablove of the effon tub hag veforred Lo 3L Lo
oovmend 4he ment Amportant dvallt eatlmoten ywepised by tho
Doowd, Solooted mombora of tho Doard ond the Stod’f moet with
tho Panel for oxtonded discussion on vital intelligomce losuos
gboub onvo 2 monbh, ‘
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IIT, THE NATTONAT, ESTIMATES FROGSS

The proluction of nabiomol cabinmates theouph the collaboration
of mmercus IAC ggencles and CIA off¥cos has ontalled the develope
ment of a complox, at times cumborsone, ectimates machinewy, The
role of O/MC and the Boord of National Istimatos vig-a-viz that of
the other sgenciep and offlces in this wachinory is otill in the
courze of ovolution, Over tho past year, howover, an effoctive .
‘working rolationship has baen achisved,

The fizret stop in the estimntes process » the indtiation of a
national estimnte, is based either on & request from the policy-
makers or on the suggsstion by an Sntelligence compoment that a
situation is developing of which the policy mskers should be
apprised, Such proposals have como from wide -and varied sowreas,
ranging from White Houge or N3C requosts to suggestions by vorlous
IAC apencies and O/iE, O/NE conaiders it ome of 1to most Smportant
functdons to constantly swrvoy the world situation and to forepze
future policy problems on which natlonal estimstes exre roquired,
Roughly hall of the estimates produccd to date have boen suzzostod
by O/NE $ioelf, while a larpe percentage heve toon 4nitiated ot
the roquest of obhor IAC agencies, Such antleipatlon of policy
requirements should be more fully davelepad, for the initiation of
estimates should not owait specific requosta from the policy
moker bub be preparsd in anticipation of his noeds,

Iho IAC Itwelf or the DCI om ite behalf st approve the
scheduling of a motional eptimats. The ohied eriteria for IC
approvol have boen that £t be timely 1,e,, thot it be reeded,’
and that it be national in seope. Ia proctice, however, thoge
criteria hawve aot alugys been strictly adiered to and the IAC
and O/IE face o constent problem in kot overburdening themzelves
vith secondary estimates, at the expence of the erucicl ones.

The next stop s to propare the Tormz of Roferenco for the
estimebe, which dofine ths subject to bo coverod, ask the important
questlons which mvrst b ancwered, end agk those in such fom as
To drew out the meceseory intelligenas, O/ Fropares the Terms
of Reforence, which are then pubmitdod 4o the TAC agenciss for
discussion and revision prior to fimal approval by the Board,

Ab times vavious agencios have sougint to adopt oo rigidiy schematic
and comprehensive o format for egtimates, introducing into them
matorinl which was not directly pertinent, This tendoncy has

been reslisted by the Board, The approved Terms of Referoncs meiwe.

-l -
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ap guidence for the aponcy contribulions, and although they have
not beon fully ubilined for this purpoze, as guides for intolligenco
ropearch and colloction offort as well.

Vordcus sectlons of the egresd Tome of Roforonce apo appor- -
tloned to the IAC ggencios o to other CIA offices, in accoxdancs
with thelr responsibility end abllity 4o contribute. Tho agenclon
ars then expoetsd to call upon 81l of their vepources %o pdece
& coniribution by an agroed target doto. Theso contributions ave
of ermeiel dnportance, for thoy are the foundnbion upon which tho
oatimato l1s baged,

Forhops O/I's most significont vole im the estimaten procesn
is the preperation of the actual draft ostimato on tho bagis of
the contributions rocefved, This function is azaiened to a tagk
teom wnder the puldance of the Donxd. The drafy, vhen finished,
is corefully reviewed, revised, mud often rewrifiten by the Board,
asslsted by its staff., In this vhase 0/ilE does more then mazrely
plece togethor the egoncy contritutions. It ssoke %o integrato
them dnto o eohesive agtimato, evaluating them on the bagis of 4bn
owm backeground, adding moterial from its own gourees, and drawing
the necessary estimabive conclusiona.

The noxb gbage 1s thal of il cenle opancy coosrdination. ;
Af%er tho IAC pgencles heve had an opportunity o roview the dvafs
estinste, the Doard mests with the IAC royprecentatives to discuss
tho dreft, Ivery offort iz made o resolve Inter-egoncey difforentogn
of opinion and to tske fully inito accouwt all sgency views, Thoe
Board then submits its esbtlmate to the IAC for Tinsl roview,

The IAC, composad of the heeds of &1l US intelligence agencins
under ths cheimmanship of the Divector of Contwal Imtelligence, is
The forum where remaining major ageney differcncos aro, if possible,
regolved. In practice, the IAC's review, togethsr with the prior
cosrdinaiion at the agensy represontatives’ Yevel, hos insured thab
all NIE's are fully coordinated and has led to a rewariable frocdom
from agency dissent on the ogtimatos O has produced,

The above precess, with its full allcwance for coordination,
has proved lengthy and timg-consuming, NIE's have normally taken
frem one to three months to producs., When necegsary the problen
can be greatly accolerated, however, and O/NE has prepored coordinated
eatimates on a Yerash" basis in a time as short os two days., Certain
varlante of the standard NIC also have boon developed to meet special
cireumstences, Whore the scope of an estimate extends beyond the
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sirict aphere of inltolligonce or wheye it is for a speelal purpose
and 1inited distribution i1t becomss a Spacial Estimate (sm),
although the yprocsss is the game,

0/f has drawm heavily on other CTA offlces in gupport of iis
estimates, parbicularly whers those offices » such as O/RR and 0/8%,

- rorform corvices of coumon concern which the obhor IAC agencles do

1ot provids., An espaelally close and effective relationship has
been developed with these tuo offlces, which have dons all of the
subgtantive groundwork for mors specinlized gelentific o economic
estinates under the unbrella of tho Board, The Leonomic Imbelli~
gence Comnlttee, developed as an IAC subcormittes wadems 0/8R chai-.
manship, and the network of meienbific Intelligence commitices

* chaived by 0/ST have proven useful Instruments for bringing all of

the government's resources 1n thesc finlds Yo beor on variocus NiB'g,

O/WE hos also drewn on O/FG, 0/SO end 0/CI reosourcss ap well,

- -
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IV. PRODUCTION

0/NE and its collaborators produced, up to 15 Fetruary 1952,
some sixty-five estimates, covering almost every geographical ares
and functional field, (Sec TAB "A® for a listing of NIE?'s and see
TAB "B" for a listing of SE1z.)

The bulk of these estimates have dealt in one form or another
with Communist intentions and capabilities, particularly in the -
critical areas around the perlphery of the USSR, Emphasis has been
placed on the Far East, with twenty~two estimates on this general
area, eleven of them conmected with the Korean war,

In direet support of NSC policy formilation O/NE produced
several key estimates, e.g., "Probable Doveloprents in the World
Situation through Mid-19537 (SE-13), "Koy Problems affocting US
Efforts to Strengthen the Near Rast® (NIE-26) s and "Intelligence
fuplications of a Consus and Verification of Armed Forcos and Arma-
nenbe" (SE<l). An asseesmont of the "Strength and Capabilities of
Soviet Bloc Forces to Conduct Military Operations against WATO™
(SE~16), was prepaved for the US member of the NATO Standing Group.

A preliminary tentative correlation betweon NSC policy papers
approved and NIE's produced would seom to warrant the following
conclusions: :

1. Ixeluding matters beyond the competence of an intelli- -
- gence agency, O/NE has produced one or mors ostimates on
almost all the policy problems coming before the NSC.

2, On some of the major problems coming before the NS¢
Cefs, Commnist aggression in the Far East), production
has been extensivo, :

3. There has been comparatively little correlation between
NSC consideration of a problem and the pertinent O/NE
eatimates, : .

b, There has beecn in some cages a lack of comparability,
in geographical scope and range of problems, betwoen the
estimates and the policy papers..

5. Although there do not appear to be major territorial
gaps in intelligence coverape, some estimates dealing :
with problems in which the NSC is interested are expiring,

- -
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and their revlsion in the light of new developments
is due for considsration, (Scme revisions are in
Process,) '

6, Taere has been a noticeable abscnca of estimates onr
“he consequences which might flow from the adeption
of a proposed policy or course of action.

7o Trom the foundation of estimates lald, it should be
possible to integrate the NSC and O/NE operations move
closcly in the fuature.

In eddition %o its formal estimates production, O/NE has keph
the Director and Deputy Director of CIA informed of various related
developmenis of an estimative nature, As a medium it has used o
geriocy of Memoranda to the Director, come £ifty of vhich have been
forwarded to date, O/NE has also provided a great desl of informal
intellligonce support to the NSC staff. At 0/PC's roquest 0/NE
has vccaslonally commentod on the intelligence assuspitions underlyw

‘ing 0/PC plans.

Gurrent prodnction and its status is sumarized in the O/NE
Status Report. (See TAB "Cw) '

-8 -
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V. EVALUATION OF THE PRODUCTION
BOFORD

The past yearts production of national estimates and the evo-
Intion of a functioning national. estimates machinery on a full
intor-agency basis is consldered to be developing satisfsctorily.
Neither the product nor the mechinery has by any means been pers
fected, but as an initial effort in a new fleld of national coor-
dinated estimating, they represent progress over a limlted period,
National estimates are proving uscful to a widening sudience of
high govermment officials in Washington and abroad. They have re-
coived due recognition at the policy level as consolidated national
intelligence,

The quality of the estimates themselves has beon generally
satlisfactory, although in meny cases they have inadaquate intelll-
gence backing and thelr conclusions, largely for thls reason, are
not slways sufficlently clear., In particular many of the military
ezbimates of Sovied armed strength and capabllities seem cutdsted,
yet peculiarly resistent to change. As a rule the NIL's have been
tinely, but in some cames they may have been completed too late
to exert a naximum offect, The scope of national estinates coverags
has boon comprcohengive, Estimates have been prodiced on almost alil
emergent critical situatlions where it was considered intelligence
had enything vgeful to contribute. Many of these estinmates, however,
have been quite short range in nature, and will have to bs periodi~ .
cally reviewed, The intelligence sgencies have met all of the culbe
side requests for estimatss and have initiated sn even larger
mamber, In the latter case, however, many of these estimstes have
not baon direstly related to the needs of the policy maker and the
planney, partly because of a fallure to make lmm-m their specific
noeds,

The production procoss has also revealed certain strensthe and
weaknesses, Its chief strength Is that it has systematically produced,
for the first dtime in US intelligence history, estimates which bring
together the widest range of inter-agency resources and which present
to the policy makors a single, consolidated US intelligence views:

The system has resulted in genuins cooperation among the IAC agene
cles, which have devoted more of their resources to national estimates
and have taken thelr produetion far more seriously than previously.

- The price pald for cooperation ls time and toll. Producing estimates
by the committee method is difficuld and time-consuming, but the

-9 -
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method is necessary if estimates are to be properly coordinated end
differences resolved., In the majorlty of cases disagreements have
been suceossfully ironed out in the soriecs of inter-agency committce
neetings which characterize the NIE process, On occasion, however,
thers is a tendency to dilute the estimate in an effort to reach

agreemont where serious conflicts are involved. Someotimes, and most

regretiably, no estimate of chances for and apainst can be agreod

~ to in a patier where such an esbimate is clearly called for. These

weaknesses are partly romediable and partly inherent in the Joint
ostimates process itself, :

Within CIA, the diddociation of O/NE from all obher inbellie
gence functions has perri.tted undivided attention to estimates
production and has reamulied in batter estimates being produced,

Tet this separation of O/NE from sll but the estimating function
also tends to geparate 1% from the unfinished intellipence on which

its estimates are based, Despite efforts to brief itseclf indepene~

dently and to check on agency contritutions, 0/NE mst largely depend
upon the qualily of contributions received,

Finally, the estimates process has proved somewhat lengthy and
time-consuming, partly bocause 0/NE has been slow in producing many
draft estimates and partly because of the time lag in agency contriw .
butions., Thls weakness too is partly inherent in the process be=
cause of the nmumerous comittee meetings required for properly
coordinated estimates and the heavy burden which prodacing a large
number of estimates has placed on the limited resources of the
agencies and 0/NE. It mast bo remorbered that tho demands mads by
0/NE on the agencies are in competition with those placed on them
by the JC3, NATO, SHAPE, and their own Departments,

-10 - |
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VI. PRODLEMS

1, 'ﬁefining the sphere of "nationai" egtimates.

Any definition of national intelligonce is elastic and
opent to varying interpretation. The natlonal estimates system
therefore faces a congtant problem of how to confins its ocutput
Yo "national' estimates which the pollcy makers really need., If
its products become oo mumercus and too undisceriminating, any
intelligence agency, particularly one producing for a seleect high-
lewvel audience, runs a serious risk that this product will no lenger
be geriougly read. There is a tendency for departments to ride
thelir "hobbieg" or to togs into the NIE pot any estimate on which
for some reason or other they want Inter-agency agreement or which
is too big for their own rosources. As a result the national esti-
mates gystem has been burdened with certain projects not national
in gecope. : '

Anothor potential danger 1s that O/WE will become involved
in g multiplicity of internal CIA tasls not related dirsctly to
the production of NIE's., Its staff has alieady become involved
in processing an increasing number of mlscellansous requesta.
Some of these can be answered as a by-product of naotional intelli-

' gence production, However, if O/NE should become oxtensively

Involved in operational support, formilation of detailed field
collectlon requirements, or coordination of non-egtimative matters,
not only will a larger ataff be required but C/NE would be in danger
of losing its present focug on a single primary function, the pro-
duction of Nik'g.

2. Inproving the guallity of the estimate.

This is one of the most serious problems confronting 0/1E.
Our consumers are entitled to expect estimates as £irm and wequivoeal
as the avallable ovidence pexmlts., If evidence is not in hand but
available, the problem 1s reduced to a mechanical one: getting the
ovidence in time to include it in the estimate.

A more complex problem 1s to improve our abllity to answer
eritical questions to which Intelligence cannot give a definitive
angwer. To be more positive than is Justified under the circum-
stances is to mislead the estimates comsumer. In many coges wo

- must frankly say “weo do not know', To delineate accurately the

-1l - ‘
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varlous grodations of estimative certainty — ranging from "the
chances are slight that...." through "it almost certain that...."

is in 1tself a problem which requires further study. A real barrier
remains even after ways and means of refining the "language! of
estimates has been found: to get the common acceptance and usage
necessary to make the "lenguage" meaningful.

But the greatest need 1s for more adequate agency contri-
butions upon which firmer national estimates cen be based. In
the last analysis, the VIE product will depend upon the calibre
of this intelligence support. The relatively low quality of much
of the intelligence whilech goes into the final national estimate
reflects a wesknegs of the entire US intelligence system, not simply
of tho estiinates process itself. Uhile in general the IAC agency
contributions have shown improvement, honesty compels the verdlet
that they have not in meny cases proved vholly sndequate. The fault
1iec both with the agencies and with O/NE. In some cases O/NE. :
has not clearly and explicitly outlined the problem; in others
it has not made clear to the agenciles the deficiencies of their
contributions and called for further omes. O/NE must develop more
gystematic metheds of checking the accuracy and adequacy of these
contributions, utilizing for this purpose other offices of CIA,
In gome caces the IAC contributors are inndequately staffed and
equipped to make the maximum contributlon to NIiBE's,

Thore ls a related need for better qualified agency repre-
gentation at the coordination meetings with the Board of National
Estimates. Some agencies send the interestod intelligence experts, -
other representatives often are not those who actually prepered
the contributions and frequently are not technieally qualifled
to dlscuse the estimate under veview. In some cases the reprosente~
tives are not suthorized sufficlont latitude to deal on an equal
basis with the Board.

3. Tnter-office relationships.

There orve no serious problems in relationships between
O/NE and the covert offices or with O/RR and 0/SI. The production
of these offices uged directly or imdirectly by O/NE in its esti-
nates 18 by no means what we should like it to be, However; these
problems rest with the individusl offices and do not arise for
lack of cooperation or becauge of faulty procedures.

—12.)—

‘ - GECRET -
Approved For Release 2004/04/19 : CIA-RDP84-00022R000200160087-1



e g ot s, i ot esmemmm i et el LILLL 1| .

i St i

Approved For Release 2004/04/19 : CIA-RDP84-00022R000200160087-1
e’ ‘ N
. SECRET -
SECURITY INFORMATION

In the case of 0/CI, it has become apparent that its funection
requires further definition, both as to the degree of estimating
to be allowed in current publiecations, and as to its role in support
of the nationel estimates yprocess, Evaluation and comment on raw
intellipence currently reported ie essentinl., It 1s undesirable
on the othor'hand to pass on to high officials of the govermment

-ectimotos hastily produced by a single CIA offlce which does not

repregent and moy actually confliet +ith consldered and coordinated
Judgmonts, In practico, tho digtinction botween owaluation of
intelligence ond tho drawing of ostimatos 1 difficult to maintain
ond O/CI commonts in the CIA Naily and Veckly publications frequently
iimoro tho digtinctlon., Ono polutlon mipht bo to onforco a flat
prohibition apalnot any estimative comment vhatpoover, On the

othor hand, it moy woll bo doplrablo for currvont publications to
include initinl first-hand reactions to the situations roported.

In such cases 1t would be Impracticoble becouse of time limitatlions
for O/NE to yrepare the cstimative commonts or even to clear thoso
proeparad by 0/CY, In these airewmstancea 1t wonld asen nocassavy

Lir copliasivae moro elely thatl posh sommenty ava peoltaluary 0/61
pdn o bbb T bt fee snporicadiad Tedear by mmnbdeaod and anoeitivebad
HEE e T oy e 1HHT L dieds wb ok b b T bt sand Bt Tow

TTI IR T) OO YITY S RA BN TITRE N0 B AR R2Y YRR RYSRCYR NYY N FTPPRNTHY B FYCIEEN QRESYST 3 TOPR ST R

Up Lo pene UIA ey ent poblientionn of Lot goom Lo bave Spnored the
apreod views of the IAC egonoles as cxprosgod in patlenal intelll-
genco ogtimaton,

: Another problom is that of utilizing 0/CI resources in
gupport of the national cstimotes process. O/UE as a small independent
offics colely concerned with preparing and coordinating national
ectimates has established effective working relationships with
O/AR and 0/SI in support of national estimates., However, O/IE
standg in a position relative to 0/CI somowhat different from that
vis~a-vlis the offices vhich provide services of "common concern”
not available olsewhers. O/NE, with ite limited resources, hag
from the outeet depended upon 0/CI's much greater facllities for
gystemntically reviewlng and analyzing the vast flow of current
intelligence data upon which the estimators relies. 0/CI constantly
svaluates and processes a large amount of current materlal of great
value in keeping tho estimators abreast of develoments, in provid-
ing essential background, and in making certain that the intelli-
gence which goes into national estimates is accurate and up to
dates It is in these fields that a closer relationship between
the two offices should be developed.
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Attempts aro boing made by O/NE and 0/CI to deal with
these problems. O/CI 1a alreedy perforning tho necessary function
of keeping O/NE briofed through its daily, woekly, and other current
publications. O/CI analysts have beon and are consulted on aspects
of various estimatos. In the Latin-Amorican field, O/IT has relied
on 0/CI for the proparation of draft estimates basod on agency
contributions, and for staff participation in Board and agency
coordination meetings.

O/IE believes efforts must continue to be made to exploit
fully 0/CI's capability for (1) ensuring that intellipgence going
into each national estimate represents the latest information avail-
able; (2) supplementing agency contribution with information from
sources not fully processed by the other IAC agenciss, This would
increase O/NE's capability for detecting any inadequacy of the
IAC ageney contributions and for taking remedial measures.

e Inter-spency relationships.

The weakness of some past estimates in large measure is
a by-product of the rresent process of intelligonce-by-comnittes
by which national intelligence is produced. An estimate which
mst reflect tho largest possible arca of agrecment among a half
dozen IAC agencles, in event of conflicting vieus tends to approach
the lowost common denominator of inter-agency concurrence, ospecially
wvhen time is short. It is at thls point that the delicate problem
of CIA's role vis-pwvis that of the other agencics in the estimates

_process comes to the fore.

CIA rocognizes that nationel intelligence must and should

-represent the best collective judgment of all agencies concorned,

At the same time, CIA, as an independent agoncy under the control

of no department, must also spoek with an independent and presumebly
objective woice. In many Instences departmental policy preoccupa-
tions tend to color the views which a departmental intelligence
component takes, Thls situation is largely inherent in the reola-
tionship of such components to the agencies of which they are a
part. To a degree 1t is a healthy phenomenon, but at times it
violates a basic principle of national intelligence, that it must
rendor an impartial estimate, resolving or identifying differences
but not obacuring them, '

It is In this‘éonnection that. the still nebulous authority
of the Board of Natlonal Estimatos in relation to the IAC agencies
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needs to be further clarified., In theory the Board, as the Director's

estimating facillty, 1s solely responsible for its own estimates,

while the JAC iteelf 1s only advisory to the Direcctor and the final
egtimate is hig cam. In practice, however, both the Director and

the Board have leaned over backward in order to seek full agency

agreement in event of coaflict despite the wenkening of the esti-

mate which in some casss has occwrred. Both recognize that the

great value of a national estimate 1s that it represents a consolidated

interagency opinion and that every effort should bs made to reach

a united view. It is not clear, houever, vhether after full con-

sideration of ageney oplnions, the Board can overrule the other

agencies if this seems oosential as a last resort.

To place the Board of National Egtimates too much on the
same level with the departmental agencieos and to adhere too cleoszely
to a desire for unsnimous interagency agreement msy tend to weaken
the NIE product and to vitiate the role which O/NE can play.
Eszentially this is a problem of balancing the need for the nost
cooperative inter-agency relationships (w:Lthout which the present
estimates process camnot function) against the occaslonally con-
fliecting need for objective and forthright est.imates, aeven at the
expense of some dissent.

-

5. Relation of Intellipencs to the Consumer.

There is a serlous need not only for more effective col-
laboration among intelligence producers, but for better relations
betwaen then and their clients —- the planning and policy malcing
ochelons of the govermment. Progress hes been made in the past
yoar towvard closer tles betwcen Intellilgence and policy, mrticularly
through O/NE support of CIA participation in the NSC, through move
Intimate relationships with the JIG and the State Pollcy Planning
Staff and the numerous requests via these channels for national
intelligence support of policy formulation and review. Iowever,
the very success of thece new relationships indicates how much
further they might be developed and how mutuaily profitable Tthey
might be, Policy makers still do not take sufficlent ecognizance
of intelligence and of the contribution it can moke., The NSC
Staff in particular could more frequently request national intelli-
gence estimates on specific NSC policy problems which they facs.
Replacement of tho present "arms-length" relationship by a closer
working partnership of intelligenco and policy, | | 25X6
system, would greatly increase the value of national intolligence
catimates,
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Tgually serious in its limitations on the usefulness of
the intolligence preduct is the continued oppogition of the mili-
tary services to permitting intelligence to take account of US
capabilities in ovaluating enemy capablilities and intentions.
O/NE has been forced to cancel soveral estimates becouse of the
refusal of the services to permit intelligence components to eval-
uate comparative Allied capabilities versus those of the USSR,
Yot without such a comparative evaluation, no useful eatimate of,
cay, Soviet capabilities and intentions to invade Japan is possible.
- Intellipence's noed to know is sharply circumseribed; it has no-
need or desire to know "war plans." In many cases it doess need,
however, precise operational assumptions to permit meaningful com-
parative evaluations instead of art.ifice.l and misleading estimates
of Soviet "ray" capabilities.
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